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A Message from the CEO

Stephanie Wiggins
CEO, Metrolink

When | took the helm at Metrolink as its CEO, |

knew it was an important transportation service that
reduces congestion in one of the country’'s most
sizable megaregions, which contributes to air quality
improvements in support of local, regional and state
goals. Today, two years later and as we emerge from
one of the biggest challenges our country has seen in a
generation, | see that Metrolink is essential to Southern
California and its residents — on a very human level.
More than a commuter rail service, Metrolink provides
the people of Southern California a vital link to their
friends and families. To career, educational and housing
opportunities. And to all the experiences that make

the Southern California region a special place to live.
Importantly, throughout the COVID-19 pandemic we
learned how vital Metrolink truly is, as we transported
essential workers — first responders, healthcare
workers and others essential to keeping our community
functioning safely — to their jobs.

We kicked off the process to develop this Strategic
Business Plan long before we first learned about
COVID-19. Our intent then was to articulate the value

of Metrolink to the region and chart a course towards

a stronger future where our service, our role and our
positive impact on our daily lives can grow and thrive.
Little did | know when we started this endeavor that we
would soon be at the beginning of a global pandemic that
would forever change the course of our lives and force us
to think very differently about our value proposition. The
disruption caused by the COVID-19 pandemic drove us
to reimagine our present, as well as our future. We must
become a smarter, better, essential Metrolink.

Even while facing these challenges and maintaining
our service at a level that helps get essential workers
to their jobs, Metrolink forged ahead with initiatives that
are vital to our future success. We doubled down on
our commitment to safety by delivering new health and

operating practices that put our customers’ safety first
and securing the communications spectrum we needed
to ensure the long-term viability of our Positive Train
Control safety system. We continued to advance our zero
emissions future by retiring our last Tier O locomotive,
adding more Tier 4 locomotives to our fleet, and adopting
a Recovery Plan Framework that focuses on the triple
bottom line: environment, economy and equity. And we
reduced operating costs through better efficiencies

This Plan is being published as vaccines against the
coronavirus make their way from the lab to the people —
one reason for which we look to the future with renewed
hope. The Plan laid out on the following pages represents
our vision for a Metrolink that is customer focused first
and foremost. A Metrolink whose commitment to its
foundational value --- safety — is stronger than ever. And
a Metrolink that is poised to nimbly respond to new
challenges, to innovate as technology permeates more
of our business, and to continuously modernize business
practices that create value and exceed expectations.

The Plan recognizes the creativity and resourcefulness
of our team as we piloted new ideas like the 5-Day
Flex Pass for telecommuters and our Kids Ride Free
on Weekends promotion for families looking for a safe
escape from their homes, and as we introduced new
programs like our SoCal Explorer loyalty program.

The Plan also lays the foundation for even more new
approaches that will advance our transformation into a
more independent, efficient and essential Metrolink for
the future.

| could not be prouder of our Metrolink team and how
they have delivered during the COVID-19 crisis, with
exceptional levels of innovation and commitment, while
at the same time adapting to the new ways of working
that were forced upon us all. And | could not be more
inspired by and grateful to those who have continued
to go to our work locations every day — our essential
workers. They stepped up with great selflessness and
dedication to ensure we delivered safe uninterrupted
service to the essential workers that still depend on us.
The entire Metrolink team stepped up to every challenge
and demonstrated their unwavering commitment to this
organization and our important mission. Their enduring
dedication humbles me.

Our Board and Member Agencies have been key to our
ability to forge ahead to meet our aspirations on behalf
of our customers. This Plan reflects their input, which

is critical for success in meeting our shared goals. |
particularly appreciate our Board of Directors for their
support and engagement throughout this effort.

Our shared and enduring commitment will carry through
to help make the mission, vision and commitments of
this Plan a reality. The future is now, and together we will
deliver on the promise.
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Executive
Summary

Introduction

What started as three rail lines in 1992 has
become the third largest commuter rail system in
the U.S,, cultivating a transit culture in Southern
California once thought impossible.

This is Metrolink

In Fiscal Year 2019 (FY19), Metrolink achieved a
record 11.9 million boardings, following five years
of consistent ridership growth at a time when many
transit systems had plateaued or seen declines.
As the only rail service linking all six Southern
California counties, Metrolink has proven to be an
effective solution to several regional challenges,
providing access to jobs and opportunities,
reducing gridlock, connecting communities, and
supporting a sustainable future. The COVID-19
pandemic disrupted ridership growth. However,
Metrolink pivoted, modified service levels and
addressed customer concerns about public safety.
As a result, Metrolink is poised to recover stronger.

Looking ahead, planned and potential changes will
revolutionize transportation in Southern California,
with Metrolink setting the standard for passenger
experience and transit innovation. These changes
will stem from deliberate planning designed to
accommodate major milestones and localized
improvements, including the 2028 Olympic

and Paralympic Games, the redevelopment of
Los Angeles Union Station, and first- and last-
mile innovations being advanced by all five of
Metrolink’s Member Agencies, by transit agency
partners, and by cities served by Metrolink.

Metrolink is a transportation success story, and that
success is a direct result of a committed team of
professionals who collaboratively work to execute
Metrolink’s strategy for achievement: “Create
Value, Exceed Expectations.” That success sets
the stage for the Metrolink organization to meet the
challenges that lie ahead. The need to address
pressing issues such as climate change, air quality,
the jobs-housing imbalance, and to advance equity
for all communities and populations in Southern
California means that Metrolink must play an even
larger role in the region.

So where to go next? Metrolink has developed
this Strategic Business Plan (SBP) to guide its
continued evolution into a smarter, more essential
service that consistently broadens ridership

and promotes safety and connectivity through
innovation and strategic investments. The goal

is to become a truly integrated, cohesive system
that fully transforms passenger rail in Southern
California. The SBP identifies a suite of actions
that can double ridership and reduce reliance on
Member Agencies’ subsidies by 2030.

The Strategic Business Plan was developed
considering multiple inputs, with strong emphasis
on engagement, as shown on Figure ES-1.



Figure ES-1: Pathway to Strategic Direction
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Brian Humphrey
Metrolink Board of Directors Chair
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Our Mission %

To provide safe, efficient, dependable, and on-time transportation
service that offers outstanding customer experience and enhances
quality of life.

Our Vision ¢ro

To be Southern California’s preferred transportation system built
upon safety, reliability, customer service, leading-edge technology,
and seamless connectivity.



Our Commitment

Based on the mission and vision statements that underpin Metrolink, the
Metrolink Team makes these commitments:

1 | Safety is Foundational
We will stay on the leading edge by deploying new technologies
and processes to enhance the safety and security of our riders,
employees and the communities we serve.

2 Customers are Our Business

| We respect and value our customers, putting them at the heart of
all we do, and work hard to attract and retain new customers by
understanding their needs and finding new and innovative ways to
delight them.

3 Connecting and Leveraging Partnerships

| We will forge new and enhanced relationships with our public and
private partners to integrate and coordinate connecting services,
providing residents throughout Southern California with better,
seamless, sustainable alternatives to driving.

4| Modernizing Business Practices
We will improve our operational efficiency, through transparency,
objective metrics and streamlined governance, reducing reliance
on subsidy while bringing our system into a state of good repair
and investing in the development of our employees.

5 Advancing Key Regional Goals

| We will grow the role of regional rail in addressing climate change,
air quality, and other pressing sustainability and economic issues by
advancing toward zero emissions, making rail a compelling alternative
to single-occupant automobiles and advancing equity-focused
opportunities for all communities throughout Southern California.
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Forging the
Path Forward

In setting a new strategic direction, Metrolink is
emphasizing that the agency’s focus is to move
people, not trains. Metrolink’s strategic direction

is informed by a thorough quantitative analysis of
markets, a multilayered stakeholder engagement,
followed by the development of scenarios to
explore the impact of programmed Member Agency
subsidies on service forecasts.

Market Analysis

A market analysis using data collected before the
COVID-19 pandemic was conducted to support
this Plan for the long-term future of Metrolink.

The most important finding was that Metrolink has
a lot of room to grow. There is significant untapped
market demand, and not just from traditional
commuter segments. There is even more potential
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outside of peak hours and with discretionary
markets that are currently underserved, such as
students, families and workers with non-traditional
commutes. Over 770,000 potential daily trips
within the general corridors served by Metrolink
are currently taken by automobile. Even if a small
percentage of these trips shifted, it would represent
a significant opportunity for Metrolink. Major growth
opportunities are outside of traditional commute
trips, as over 40 percent of untapped demand is

in the reverse peak direction or in the off-peak,
primarily mid-day and evening.

Additionally, regional growth forecasts suggest an
expanded role for Metrolink, as future housing and
job growth in the region is focused along Metrolink
corridors. Metrolink is viable to riders when it
meets their travel needs — which is a function of
both the schedules offered and station access.




Some changes will therefore be required to

attract new riders, such as schedule and service
integration, parking strategy reviews and other
studies that will determine how best to partner with
local transit providers and cities to enhance the
transportation offer. Further, Metrolink is attractive to
riders when the experience is easy, enjoyable, and a
good use of their time. Ease of travel is determined
by service design (e.g. intuitive schedules and
timed transfers) and the strength of the tools
available to navigate and pay for the service (e.g.

a capable mobile app). Enjoyability is influenced
both by the environment Metrolink cultivates (e.g.

a friendly rider culture) and the amenities it offers
(e.g. wi-fi or comfortable seats). A good use of
time is possible when riders can use their time with
Metrolink to “get time back” — whether it's texting
friends or working onboard — compared to if they
drove. All of these factors assume that short-term
customer experience concerns relative to health
and safety are resolved with Metrolink’s significant
efforts in its COVID-19 Recovery Plan Framework
such as enforcement of cleanliness protocols such
as masks and social distancing.

It is also important to acknowledge that key market
segments may not use Metrolink due to current
fares (cited by 19 percent of riders surveyed),
accessibility, language barriers, or first/last mile
connection issues. There are opportunities to
increase access and affordability for customers
from households with lower household income, as
part of a broader equity strategy. The importance of
this market was underscored by the relatively higher
rates of Metrolink usage by essential workers

during the pandemic restrictions.

Stakeholder Engagement

Metrolink has developed this Strategic Business
Plan utilizing a multi-tiered stakeholder engagement
process to support cohesive development

and implementation of a shared vision. This
engagement enabled Metrolink to identify
stakeholder priorities and needs, which were
layered with the quantitative inputs from the
market analysis and operational data to identify

a path forward that is practical, actionable, and
measurable. Customers, staff, Member Agencies,
and partner agencies were all part of

the engagement process.

Key findings from the stakeholder engagement
process were an emphasis on putting the
customer first (moving people, not trains), with a
strong support for increasing ridership, frequency,
reliability, and partnerships. There was a strong
and consistent view that Metrolink can and should
play a larger role in helping address pressing
regional issues, such as reducing greenhouse gas
emissions and vehicle miles traveled, job-housing
imbalance, and equity. Other themes that emerged
were that Metrolink’s services should be viewed
through an equity lens, and that Metrolink should
strive for financial stability, with greater ability to act
independently from the Member Agencies. This will
require new funding sources and cultivating trust
between Metrolink and the Member Agencies by
strengthening foundational aspects of the system
(operations/business/infrastructure) and reinforcing
the culture of safety.
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Setting a Direction:
Strategic Actions

Building off the market analysis and stakeholder
engagement, the Strategic Business Plan explores
different scenarios to develop different strategic
actions over time. Scenarios frame a way to
answer the questions:

¢ What beneficial outcomes can be realized for a
given level of resources?

*  What would ridership look like in ten years at
different funding levels?

This approach to exploring strategic actions was
pursued in order to follow three principles:

e Preparing for an unknown future -
COVID-19, economic turbulence, and other
unforeseen events have demonstrated the
need for Metrolink to be adaptive and flexible in
pursuit of its mandate to provide rail service to
the region.

¢ Leveraging past historic investment -
the delivery of crucial rail infrastructure offers an
opportunity to optimize and expand rail service
over the coming decade.

¢ Changing market needs —
as the region grows, where people live, work,
and travel will evolve.

The Strategic Business Plan provides a strategic
outlook at key milestones for Metrolink, five,

ten and 30 years out. The first ten years of the
Strategic Business Plan serve as Metrolink’s
Short-Range Transit Plan. The strategic outlook is
based on the development of scenarios, with both
constrained and unconstrained funding scenarios
and the common goal to improve performance,
reduce over-reliance on Member Agency subsidy
and facilitate ridership growth. Action plans
stemming from the scenarios vary from each other
based on the following variables:

* Policy changes
* Service changes

* Rehabilitation and State of Good Repair
(SOGR)

* Capital expansion



In order to fully explore the range of potential
decision paths that Metrolink can pursue, a total of
five scenarios were developed, each representing
a different situation of resource availability.
Different tactics were articulated for each time
horizon:

1. Reduced Operating Resources

2. Similar Operating Resources as Today
(pre-COVID trends)

3. Expanded Operating Resources

4. Similar Operating Resources as Today +
Additional Capital Resources

5. Expanded Operating Resources + Additional
Capital Resources

Key findings from the scenario analysis were:

* In the short term, optimization through policy
action plans and service changes can achieve
modest ridership gains (Scenario 2).

* Increased operating resources, alongside
a suite of pilot projects and policies can
support a doubling in ridership by 2030 and
a significantly more financially efficient system
(Scenarios 3 & 5).

» Additional operating resources have the
greatest impact if made available 2024-2030,
to allow for Metrolink to make use of new
infrastructure due to be complete by 2024-
2025 (Scenarios 3 & 5).

* Further capital expansion beyond the current
funded and committed capital projects offers
only minor benefits in the next 10 years -
benefits are more apparent after 2030 and
most pronounced by 2050 (Scenarios 4 & 5).

External events have played a large role in
shaping Metrolink to date and will continue to
impact the system. This Strategic Business Plan
identifies new directions and tools, such as a
better understanding of and tighter connection to
the markets that can be served, and an array of
actions that can be taken in various scenarios to
improve service and grow ridership. Implementing
these new tools will help Metrolink to not only
respond effectively to changing conditions, but to
proactively shape its future as a key foundation
of a more sustainable, competitive, and equitable
Southern California.

Figure ES-2 provides a summary of how
strategies align with Strategic Business Plan
Commitments and time periods of the Strategic

Business Plan.




Mission &
Vision

Mission

To provide safe,
efficient,
dependable, and
on-time
transportation
service that
offers
outstanding
customer
experience, and
enhances quality
of life.

Vision

To be Southern
California’s
preferred
transportation
system built
upon safety,
reliability,
customer
service,
leading-edge
technology, and
seamless
connectivity.

Figure ES-2: The Strategic Business Plan at-a Glance

Safety Is
Foundational

o Focus on safety and cleanliness

0 Secure consensus on State of Good Repair
(SOGR) program

o Continue fleet modernization

o Deliver SCORE projects (Phase 1) and
Redlands Passenger Rail Project

Customers Are Our
Business

o Introduce market-based service planning for
equity and accessibility

o Continue customer experience improvements

(wi-fi, app, etc.)

Develop flexible policies on fares, bundling, etc.

Introduce more off-peak services

Develop customer-focused metrics

O O O O

Seek unified ticketing and scheduling

Connecting and
Leveraging

o Enhance partnerships to improve services and
integration

o Implement partnership programs with other
transit agencies, TNCs, private sector employers
and businesses

© Reach agreement for high speed rail
connections (i.e. CHSRA and DXE)

Modernizing
Business Practices

Seek new funding sources

Pursue RRIF financing for long-term needs
Advance federal legislative strategies
Employ new metrics for efficiency

Build workforce development program
Implement dashboard reporting

Deliver constant communications

0O 0O 0O 0O 0O 0O O o

Pursue higher farebox return

Advancing Key
Regional Goals

]

o

Tie VMT reductions to SCAG GHG goals,
SB743

o Accelerate efforts to zero emissions fleet

o Complete Climate Vulnerability Plan



o Continue to Implement SOGR plan

o Bring on new rolling stock, considering
zero-emissions technologies and
multiple units

o Deliver SCORE projects (Phase 1)

o Continue to Implement and
update SOGR plan

o Update market analyses

o Implement SCORE (Phase 1)
improvements

o Double ridership
o Expand SCORE-enabled service

o Expand partnerships

o Develop and implement a holistic
(equitable, accessible, social and
financial) plan for connections to
major employment centers and
housing

o Develop ancillary revenues
o Refine and adapt metrics

o Expand information sharing

o Seek dedicated funding stream
o Pursue continued efficiencies

o Utilize new technologies to track
and share performance

o Target further GHG reductions
o Align services with 2028 Olympics

o Continue to accelerate efforts to
zero emissions fleet
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o Zero emissions fleet

Mission &
Vision

Mission

To provide safe,
efficient,
dependable, and
on-time
transportation
service that
offers
outstanding
customer
experience, and
enhances quality
of life.

Vision

To be Southern
California’s
preferred
transportation
system built
upon safety,
reliability,
customer
service,
leading-edge
technology, and
seamless
connectivity.
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Objectives of the Strategic
Business Plan

The Strategic Business Plan (“the SBP” or “the
Plan") serves as a business planning tool that
looks ahead as far as 30 years to set a sustainable
course for the Southern California Regional Rail
Authority (SCRRA, Metrolink) as the agency
evolves into the rail travel option of choice for
Southern Californians. As Metrolink is completing
its 27th year of operation, the SBP presents a
prime opportunity to re-evaluate the organization’s
value proposition going forward, particularly as
the world emerges from the COVID-19 pandemic.
The SBP develops a shared vision for strategic
implementation of a stronger Metrolink, optimizing
and improving system performance, and gaining
regional consensus on operational and capital
needs and priorities.

The SBP builds upon SCRRA's previous strategic
plan, covering fiscal years 2015-2025, and the
supplemental five-year short-range transportation
plan, which were adopted in March 2016.
However, the SBP takes a slightly different
approach that focuses at the same time on both
constrained options for growth and longer-term
aspirational goals. The plan builds on Metrolink’s
recent achievements in terms of safety, ridership
and reliability, and it contemplates future-proofing

Preparing
Metrolink for
the Future

the system’s operations by becoming even more
efficient and resilient. It also reflects the realities
of COVID-19 and incorporates the Recovery Plan
Framework (adopted by the Board in September
2020) which includes a pillar of a triple bottom
line (Economy, Environment, Equity), placing equal
emphasis on social and environmental concerns
in addition to financial results. The SBP identifies
opportunities to benefit and engage new and
existing riders to support regional goals, and
structures capital investments that deliver near-
term benefits to the system

For this SBP, Metrolink undertook extensive
engagement and outreach among Board
Members, Member Agencies and Metrolink staff
to ensure that the strategies being developed
reflected the collective commitments to the future
of Metrolink. The Plan also reflects input received
from riders and non-riders through various surveys.
These strategies, which are developed in the
subsequent chapters of this Plan, were refined
using analytical tools and underpin actions to

be taken to realize the vision over the next five,
ten and 30 years, and position Metrolink to be

a crucial part of Southern California’s economy.
The first ten years of the analysis are Metrolink’s
Short Range Transit Plan (SRTP). Further detailed
studies and plans will be developed as the SBP is
implemented (see Figure 1).



Figure 1: Where do the SBP and SRTP fit?

Metrolink’s Mission,
Vision & Commitments
Set the high-level direction

for the organization Strategic Business Plan

Defines Metrolink’s direction
for the next 5, 10 and 30 years

by identifying key challenges to
act on, opportunities to realize,
and decisions to be made and

how to make them Detailed

Implementation Plan
Next steps deined in the SBP to
implement and operationalize
its core strategies

Timeframes
Studied

2025
2030
2035
2040
2045
2050



It is important to note that the Plan does not
authorize SCRRA staff to enter into any contracts,
nor does it appropriate any funds. Decisions on
specific programs and projects and associated
funding appropriations are subject to consultation
with the Member Agencies, as well as approval by
the SCRRA Board of Directors.

Metrolink’s Commitments

Within the Metrolink Team, we make these
commitments:

» Safety Is Foundational: We will stay on the
leading edge by deploying new technologies
and processes to enhance the safety and
security of our riders, employees and the
communities we serve.

e Customers Are Our Business: We respect
and value our customers, putting them at the
heart of all we do, and work hard to attract and
retain new customers by understanding their
needs and finding new and innovative ways to
delight them.

e Connecting and Leveraging: We will forge
new and enhanced relationships with our public
and private partners to integrate and coordinate
connecting services, providing residents
throughout Southern California with better,
seamless, sustainable alternatives to driving.

¢ Modernizing Business Practices: We will
improve our operational efficiency, through
transparency, objective metrics and streamlined
governance, reducing reliance on subsidy
while bringing our system into a state of good
repair and investing in the development of our
employees.

¢ Advancing Key Regional Goals: We will grow
the role of regional rail in addressing climate
change, air quality, and other pressing issues
by advancing toward zero emissions, making
rail a compelling alternative to single-occupant
automobiles and advancing equity-focused
opportunities for ALL communities throughout
Southern California.
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What is a Short-Range
Transit Plan (SRTP)?

The SRTP is a requirement of the Federal Transit Administration (FTA) for all agencies
receiving formula grant funds directly. This is the not the case of Metrolink; however,
the SRTP is a useful planning tool, covering a ten-year horizon.

The SRTP, which is included in this SBP, covers:

» System overview (governance, e Service and system evaluation
organization, services provided and (performance)
areas served, fare structure, fleet

and facilities) » Operations plan and budget (here

covered in the scenario action plans)
¢ Goals, objectives and standards
(mission, vision and commitments
in this plan)

* Capital Improvement program (also
covered in the scenario action plans)



Creating Value and Exceeding
Expectations: Recent
Achievements and Trends

The SBP acknowledges recent achievements and
challenges in order to build towards a resilient
present and sustainable future.

Metrolink has determined that it is time to see

the organization less as a railroad and more as

a technology-focused company that is in the
business of moving people. This is a seminal shift
facilitated by the advent of Positive Train Control
and advanced signal and communication systems.
In addition to the foundational safety benefits,
these systems provide significantly more data by
which Metrolink can understand its performance
and make more nimble decisions for its customers.

In Fiscal Year 2019 (FY19), Metrolink achieved a
record 11.9 million boardings, following five years
of consistent ridership growth at a time when many

transit systems had plateaued or seen declines.
Metrolink's ridership represents a 28 percent
reduction in automobile traffic volume during
peak hours — equivalent to one parallel freeway
lane. In FY19, Metrolink removed 9.3 million car
trips off Southern California roads, eliminating
over 130,000 metric tons of GHG emissions in
our air basin — the equivalent carbon captured by
153,000 acres of forest, as shown in Figure 2.

Continuing on a trend of modernizing business
practices, Metrolink recently installed new ticket
vending devices that are fully Americans with
Disabilities Act (ADA) compliant, are accessible
for English and Spanish speakers and support
contactless payment options like Apple Pay and
Google Pay. Mobile app usage has surged to
account for more than half of all ticket purchases.
The next generation of Metrolink’s mobile ticketing
will ease understanding and reduce the friction for
customers when they want to ride the system.

New Ticket Vending Machine

Page 15




Figure 2: Metrolink’s Impact on the Environment

METROLINK REMOVES EMISSIONS AND CONGESTION
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Metrolink reduces 9.3 million car trips off Southern
California roads, eliminating over 130,000 metric
tons of GHG emissions in our air basin - the equiv-
alent carbon captured by 153,000 acres of forest.
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In FY19, Metrolink achieved an agency
ridership record of 11.9 million boardings.
FY19 also marked five years of
continuous growth.

California Air Resources Board (2019) TIRCP Benefits Calculator Tool hitpsy/ww2.arb.ca.gow/n

el feci-quantification-benefits-and. i i orT

Environmental Protection Agency (2018) EPA's Greenhouse Gas Equivalencies Calculator, hitp//www.epa.gov/energy/g gas-eq

Metrolink responded in innovative fashion to the
most requested amenity for the last decade -
onboard Wi-Fi. Metrolink conducted two Wi-Fi
tests in late 2019 and early 2020 to gather data
and understand the opportunities and challenges
associated with deploying onboard Wi-Fi.
Metrolink also held its first ever reverse pitch
session in April 2020 to gauge industry interest
in onboard Wi-Fi. The reverse pitch was enabled
by procurement policies that were modernized in
late 2019 and included the ability for Metrolink to
accept unsolicited proposals.

Metrolink is investing in the Southern California
Optimized Rail Expansion (SCORE) Program. This
$10 billion capital program is meant to transform
the Metrolink system by the 2028 Olympic and
Paralympic Games. Through these investments,
Metrolink will evolve from a system mostly focused
on commute hours in peak commute direction

to one where commuters and leisure travelers

can rely on trains operating throughout the day.
Metrolink was awarded a $875.7 million Transit
and Intercity Capital Rail Program grant from the
California State Transportation Agency (CalSTA)
to fund the initial phase of SCORE, valued at
approximately $2.3 billion.

According to the economic impact analysis
conducted by the Los Angeles County Economic
Development Corporation (LAEDC), SCORE

is expected to create over 1.3 million jobs

over the life of the program, including over
110,000 construction jobs. Additionally, these
improvements benefit Metrolink’s rail partners like
the State supported LOSSAN service, NCTD
“Coaster” service, and the Class | freight railroads
who help fuel the economic engine of California.

Metrolink is continuing its investment in the
rehabilitation and replacement of its maturing
assets resulting in operational and environmental
benefits to the region. With the support of its
Member Agencies, Metrolink has invested $140
million since FY 2017 in the rehabilitation of

the system. The new programmatic approach

to rehabilitation has proven successful, with 94
percent of rehabilitation projects accomplished
within expected schedule milestones and a 36
percent cost savings achieved for the Railtop
Bridge replacements.



Capital Improvements:
SCORE Highlights

The $10 billion Southern California Optimized Rail Expansion (SCORE) program (of which approximately $2 billion is
funded) includes, among others, the following:

* Link Union Station, which will deliver run-through tracks for more efficient connections between the northern and
southern portions of the region (this project is delivered by LA Metro)

* Increased throughput near Burbank

* Double tracking more of the San Bernardino line

» Constructing additional track on the Los Angeles-Perris Valley line

+ . Expanding current maintenance facilities and constructing new ones

* Increasing capacity across an array of rail lines
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As part of its commitment to reducing its
environmental and community impacts, Metrolink
has converted 75 percent of its fleet to Tier 4
locomotives, the highest level of emission control
for diesel technology, which reduces emissions
by 65 to 85 percent compared to Tier 2 and

Tier O locomotives, respectively. In March 2020,
Metrolink retired its last Tier O locomotive, saying
goodbye to the most polluting vehicle in the fleet.
The major step forward will be zero-emissions
locomotives and rail equipment. Metrolink and
member agency SBCTA are also exploring the
implementation of Zero-Emissions Multiple Units
on the rail extension to Redlands due to open in
2022, This concept can potentially be extended to
other parts of the Metrolink network.

Finally, Metrolink has heart. In 2019, the Metrolink
Cares program was launched and serves to
better highlight the environmental and social
impact of the service through community-focused
partnerships with organizations that have not
traditionally been a part of the conversation, such
as the American Heart Association.

Recovering from COVID-19

Any discussion of strategy beginning in 2020 must
address the impacts of and recovery from the
COVID-19 global pandemic. In the midst of the
preparation of Metrolink's SBP, the World Health
Organization (WHO) declared a global pandemic
of the novel coronavirus COVID-19 on March

11, 2020. On March 12, 2020 the Los Angeles
Unified School District made the determination

to institute remote learning for its approximately
700,000 students; ridership dropped 15 percent
compared to the prior year. On March 16, 2020,
the City of Los Angeles and Los Angeles County
issued “Safer at Home" orders that shut down

all but essential businesses and pushed others

to telecommuting and other online means of

work and educational instruction. The transit
community nationwide saw drastic ridership and
revenue decreases, exacerbated by the loss of
local and state sales taxes due to the shuttered
economy. The lowest ridership decline for the
system occurred in April 2020 with an average
ridership drop of 91 percent compared to the prior
year. Southern California’s economy was severely
affected by the pandemic, with the unemployment
rate going from 6 percent in February 2020 to 18
percent in April, compared to 14 percent across
the United States'.

1 Southern California Association of Governments, July 2020 Monthly Economic Report

Tier 4 Locomotives




Metrolink Springs to Action

Upon declaration of the state of emergency on
March 4, 2020, Metrolink initiated increased
cleaning and disinfecting protocols on its trains
and in its work facilities and reduced its operating
costs. On March 26, 2020, Metrolink temporarily
reduced service by 30 percent - a level that
reduced operating costs for the agency while still
providing enough space for essential workers

still using the system to follow the appropriate
social distancing guidance from the public health
community. On March 27, 2020, the Coronavirus
Aid, Relief, and Economic Security (CARES)

Act was signed into law, resulting in Metrolink
ultimately receiving a total of $226 million through
its Member Agencies, helping to offset revenue
losses and pay for additional operating costs

to protect our employees and the riding public
against COVID-19.

Figure 3: Metrolink COVID-19 Ridership

Serving our

Essential
Employees

In late April 2020, Metrolink conducted an online
customer survey to gauge sentiment about
returning to Metrolink once the “stay at home”
orders are lifted. While 81 percent of riders
responded they expected to return, they did not
all expect to do so at once or even for the full five
days per week, like they had ridden before. Of
those that were still riding, 71 percent identified
themselves as essential employees, with 39
percent of those stating they work in the health
care industry. Additionally, while the pre-COVID
average income of riders was $93,000 per year,
40 percent of riders during COVID identified as
making $50,000 or less per year. The pandemic
changed the perceptions about who a Metrolink
customer is and leadership started to think about
how we should serve our customers differently
and appeal to new ones, who are not white-collar
employees commuting to Downtown Los Angeles.
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719% of current riders describe themselves
as Essential Workers

You indicated that you are still riding Metrolink.
What describes your current use of Metrolink?

(multiple responses possible)

| am an essential worker

| ha

ve no car available and

Metrolink is my only option

| have a

disability and | depend
on Metrolink for travel

My regular bus is
no longer available

My previous carpool option
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Recovery Plan Framework

In March 2020, staff developed a Draft Recovery
Plan Framework (Figure 4) that was adopted

by the Board of Directors at its September 25,
2020 meeting. The Framework is designed to
protect employees and riders against the spread
of COVID-19, while taking a phased approach to
position Metrolink as smarter, better and essential
for essential workers today and future returning
riders through the following five strategies:

1. Health and Safety

2. Operational Transparency

w

. The Triple Bottom Line
4. Future-Proof Operations

5. Sustainable Financial Performance

Figure 4: Recovery Plan Framework

HEALTH AND OPERATIONAL
SAFETY TRANSPARENCY

TRUST &

FINANCIAL CONFIDENCE TRIPLE

SUSTAINABLE

BOTTOM LINE
PERFORMANCE

$ FUTURE-PROOF 03

OPERATIONS
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Knowing that restoring customer confidence

is key to getting people back on the system,

the first two strategies focused on Health

and Safety and Operational Transparency. In
accordance with direction from public health
officials, Metrolink requires face coverings and
social distancing. To date, Metrolink has a 99
percent compliance rate with customers wearing
face masks. Metrolink also launched its “How
Full is my Train?” crowding tool page (Figure 8)
on its website. The page is easily viewed on a
mobile device and empowers riders to determine
how comfortable they are taking a particular
train based upon the occupancy the last time
the train ran. Also, Metrolink has installed two
hand sanitizers on every train car in its fleet, is
using electrostatic sprayers to disinfect trains
and has onboard clean teams disinfecting high
touch point surfaces. These definitive actions,
along with others have made Metrolink eligible to
join more than 100 transit agencies in receiving
the American Public Transportation Association
(APTA) Health & Safety Commitments

Program seal.

Opportunities to restore ridership mean
connecting more meaningfully to local
businesses and communities and recognizing
the ongoing importance of essential workers.
The Triple Bottom Line approach is nimble and
meant to provide greater value for a greater
number of people. Recognizing that Metrolink
enables many to realize the American dream of
homeownership while conveniently getting to
well-paying jobs, we have developed a 5-Day
Flex Pass and increased the eligible age for
children, age 5 to age 17, to ride free. That
way, a family of four can enjoy a ride together
for $20 since each adult ticket is only $10
for weekend rides. Also, Metrolink launched
its SoCal Explorer loyalty program, which will
provide rewards for those using Metrolink

so that they can redeem points in support of
local businesses. Finally, Metrolink has begun
marketing more aggressively to essential
industries, such as more than 600 healthcare
facilities in our service area.



Figure 5: Metrolink COVID-19 Ridership Survey

CONCERNS AND EXPECTATIONS

Overwhelmingly, riders are concerned about cleaning
and social distancing. Enhancements in this area will
motivate them to return to Metrolink.

@
AA
Concerns about social distancing and
cleanliness are main barriers for those
unlikely to ride again

What are the primary reasons why

you would be unlikely to ride?
(multiple responses possible)

Concerned about social distancing

Concerned about cleanliness on the train

| feel more safe in my own car |G 39%
| will telecommute more from home _ 27%

| am laid off / unemployed . 6%
Driving my car is faster . 6%
| am going to school online l 5%

Driving my car is cheaper I 3%
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As Metrolink thinks about how to Future-Proof
Operations and ensure Sustainable Financial
Performance, research indicates that businesses
may decide to stagger work hours, which creates
an opportunity to reduce the crowding on trains
during peak hours and allows Metrolink to

expand off-peak service options. At the same time,
Metrolink also faces changes in travel patterns
due to increased prevalence of teleworking, which
could affect Metrolink’s service delivery plans.
Gilobal Workplace Analytics forecasted, based on
their Global Work from Home Survey, a greater
adoption of teleworking. They projected that

25 to 30 percent of the global workforce will be
working from home multiple days of week by the
end of 2021.

As a result, trains cannot necessarily return to
full-service levels exactly as they were before,
even when riders come back to the system.
Metrolink is evaluating new service scenarios and
taking a more focused line by line approach to
that evaluation. We are also continuing to push
for installation of customer amenities like onboard
Wi-Fi. Additionally, we are building tools to ensure
transparency with our partners and stakeholders
to highlight our innovations and generate
confidence as we progress through and

recover from